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ABSTRACT 

Intended as a guide to help California Community 
College admini strators plan for and manage enrollment growth, this 
document provides information on preparing enrollment growth plans, 
recruiting and marketing, and developing financial resources. 
Following a preface, background information is provided on enrollment 
growth management (EGM) , defining it as strategies designed to deal 
with problems associated with the enrollment of more students than 
can be served by existing resources. Next, policy questions 
pertaining to financial resources, leadership and control, economic 
development, and student mobility are addressed and suggestions are 
offered for developing an enrollment growth plan. References are then 
provided to state education code related to legal and compliance 
issues. The next sections provide charts showing strategies and 
questions for specific issues related to the following areas of EGM: 
(1) planning and participation; (2) maintaining the institutional 
mission and goals; (3) ensuring access and diversity for those most 
in need of community college education, particularly those from 
underrepresented groups; (4) recruitment and marketing, including 
outreach priorities, target mailing, and public relations; (5) course 
scheduling that both incorporates EGM strategies and reflects 
institutional priorities; (6) dealing with continuing students, 
focusing on probation and disqualification, student progress and 
course offerings, enrollment limits, and course repetition; (7) 
maximizing current resources; and (8) developing additional 
resources. Contains 10 references. The Napa Valley College enrollment 
management process report is appended. (TGI) 
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PREFACE 



The Enrollment Growth Management (EGM) Task Force* a subgroup of the Community College 
League of California (CCLC) Commission on Education Policy, was charged with producing a 
basic "how-to" guide for use by community colleges in planning and decision-making related to 
managing enrollment growth. The suggestions in the guide are not meant to be exhaustive. They 
are a compilation of information gleaned from Task Force members, reports from colleges that 
have established EGM plans, workshop presentations, suggestions and ideas from individual 
faculty and ad minis trators, and a limited review of other resources on the topic. 
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ENROLLMENT GROWTH MANAGEMENT 
DEFINITION AND BACKGROUND 



In this guide, the term "enrollment growth management (EGM)" is defined as 
"strategies used to address the problems created by the enrollment or potential 
enrollment of too many students to be served by the available resources." With more 
than 65 California community college districts exceeding their Department of Finance 
enrollment caps during the past year, identifying ways to address enrollment growth 
while maintaining quality and access has been an important topic at workshops and 
meetings throughout the state. 

As this document is being written, the state and the community colleges face serious 
budget shortages, the threat of significant fee increases and the potential for 
mandated enrollment priorities, either through differential fees or other means. 
Although enrollment concerns could well shift, overnight, from too many students to 
too few students, many of the same issues and strategies should be considered in 
addressing either a surfeit or a dearth of students. 

In our attempt to identify and compile the issues and strategies related to EGM, a 
repeated phenomenon occurred. At each meeting or workshop, many participants had 
great difficulty redirecting their thinking from attracting students to controlling and 
limiting enrollments. The most consistently expressed concern was that strategies 
for EGM should not discourage or adversely impact the enrollment of 
underrepresented students. Clearly, California community college practitioners 
continue their deep co mmitm ent to open accf *s for all and to the open door 
community college philosophy. 

A number of factors are contributing to the growing interest in enrollment growth 
management: 

♦ The Department of Finance’s cap on enrollment growth has resulted in 53,007 
unfunded full-time equivalent students (FTES) in 70 California commuunity 
college districts. 

♦ The state’s demographics point to continued growth in population, high school 
graduates and co mmuni ty college enrollments (See California Community Colleges 
Important Trends for Community Colleges: 1992 Update). 

♦ Continued state budget shortfalls exacerbate the problems of maintaining quality 
of instruction and services in light of growing numbers of students. 

♦ In a period of recession, more and more people are enrolling in training and 
retraining programs or returning to the community colleges for new career 
opportunities. 
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ENROLLMENT GROWTH 14ANAGEMENT 
POLICY QUESTIONS 



Major policy questions related to EGM need to be addressed by those responsible for 

shaping educational, economic and social state policies: 

♦ Can California maintain the open access to higher education assured by the 
California Master Plan for Higher Education, during a period of growing 
enrollments and declining financial resources? 

♦ How will the state respond in a time of limited resources to the expectations of 
increasing numbers of underrepresented students, in particular, who are seeking 
first-time access to higher education, most often through the doors of co mmuni ty 
colleges? 

♦ Should a limit be placed on the individual consumption of public, tax-supported 
higher education? If there is a limit, what should it be and what are the 
implications for lifelong learning, career retraining and related needs of persons 
with prior educational opportunities? 

♦ A state versus local control issue is surfacing in enrollment growth management. 
If enrollment priorities are necessary, who should establish them? 

♦ The practice of raising UC and CSU fees to improve funding for the four-year 
systems contributes to increased enrollment demands at co mmuni ty colleges. In 
addition, legislation is being proposed to officially redirect students from the four- 
to the two-year colleges. Yet, community colleges receive the lowest 
apportionment per FTE8 of all educational systems and their enrollment fees 
revert to the state, not the colleges. How will the co mmuni ty colleges be able to 
support the enrollment demands of redirected students? 

♦ Community colleges are being asked to provide more assistance in strengthening 
the economy through job training, retraining, skills and literacy improvement, 
career redirection, small business assistance and economic development activities 
How do we respond to these charges in an era of increased enrollment demands 0 
In an era of unemployment and recession? 

♦ Who should determine how the curriculum is used to influence enrollment 
practices and patterns? 

♦ Should the costs of some state and/or federal mandates be controlled or elimina ted 
to provide more funds for instruction? 
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♦ What can be done to expedite the students’ movement through the educational 
system? 

♦ Should regulations on educational progress, student probation, disqualification 
and dismissal be strengthened? If so, what are the implications for the 
community college goals of student support and second chance opportunities? 

♦ Perhaps the most important policy question to ask is who will take the leadership 
in initiating policy level review of these concerns? 

Some of these questions were being considered recently because of state budget 
problems, but decisions were being proposed without adequate analysis and data, 
particularly in relation to the potential impact on students and the system of higher 
education. 

A community college educator in New York recently commented that he felt 
Californi ans concerned with higher education, as is true of any tragedy, were still at 
the "denial" stage in response to the state’s fiscal crisis and limits on access to higher 
education; i.e., they were looking for solutions that would not require change. He felt 
that New York educators had moved past that phase, had finally accepted the reality 
of the serious problem in their state and were making hard decisions. 

If California truly can no longer afford open access to higher education, one of the 
most important steps in enrollment growth management is to support policy level 
analysis and decision-making on the related issues. 



ENROLLMENT GROWTH MANAGEMENT 
DEVELOPING AN ENROLLMENT GROWTH PLAN 



Some community college districts have developed and implemented enrollment 
management plans. Excerpts from a plan at Napa Valley College are included in the 
appendix to this document. 

The following ideas and suggestions are offered as general items to consider in 
developing an EGM plan. Specific areas to consider follow this section. 



QUESTIONS TO CONSIDER PRIOR TO GETTING STARTED ON AN EGM PLAN 

♦ What is '<he magnitude of the problem for your college or district? What data do 
you have to document the problem, e.g., is the problem lack of access and room or 
not enough room at prime time? 

♦ Do you need a short term and a long term plan? 

♦ Who or what groups should participate in developing the plan? 

♦ What type of plan design best fits your institution? 

♦ For multi-college/campus districts, should plans be institution specific? What are 
the impacts of different plans? 

♦ Who is responsible for the development, implementation and monitoring of the 
plan? 

♦ How will the evaluation be conducted to determine the plan’s effectiveness and 
appropriateness for your institution? 



SOME IMPLICATIONS OF ENROLLMENT GROWTH BEYOND THE CAP 

Before developing an EGM plan, examine the implications of significant unfunded 
growth for your institution: 

♦ What are the costs to the college if enrollment is allowed to grow beyond what 
resources can support? What are the qualitative costs to the programs? What 
about the comprehensiveness of curriculum? What is the impact on student 
support services? 
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♦ What are the external factors that could improve or worsen the size of the district 
b u d g et? Can some internal costs be reduced or handled more effectively to 
support additional enrollment opportunities? 

♦ What is the impact on staff morale and workload created by the need to serve 
additional students, with no increase in resources? 

♦ What are the implications for quality in having more students and less money for 
support in areas such as supplies, equipment, learning resources and laboratories? 

♦ How will increased demands on support services be accommodated without 
apportionment hinds to support programs such as counseling, matriculation, 
tutoring and financial aid, etc.? 

SOME COMPONENTS OF AN EFFECTIVE PLAN 

Effective enrollment growth plans: 

♦ Provide for curriculum and scheduling that meet community’s needs and support 
the California Master Plan for Higher Education's primary community college 
goals of transfer and occupational education, and the essential basic skills 
offerings. 

♦ Avoid barriers to the recruitment and retention of underrepresented groups and 
at-risk students. 

♦ Avoid creating any arbitrary barriers to access. 

♦ Remain sensitive to the college’s responsibility to respond to the needs of its 
community. 

♦ Remain responsive to the goals and mandates of required categorical programs. 

♦ Avoid actions that could generate a significant downward spiral in enrollments. 

PUTTING TOGETHER THE PLAN 

♦ Use a shared governance approach in developing and implementing the plan. 

♦ Review and respond to the college’s goals, objectives and educational master plan. 

♦ Look for ways to reduce current expenditures and generate new sources of income. 
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♦ Keep the staff, students and community involved and informed. 

♦ Anticipate and plan internal and external public relations aspects of implementing 
an EGM plan. 

♦ Analyze the impact on programs and services. 

♦ Honor contractual agreements with staff and students. 

♦ Build a review and monitoring component into the plan. 



ENROLLMENT GROWTH MANAGEMENT 
LEGAL AND COMPLIANCE ISSUES 



Before starting an EGM plan, review relevant sections of the Education Code and 
Title 5. The following are suggestions, only. You are advised to consult legal counsel 
before making decisions. 

Review the following pertinent sections of the Education Code and Title 5: 
Education Code § 76000, 78031-32, Admission to College 
Education Code § 78401, Admission to Programs 

Title 5 § 55520 ff. describes matriculation regulations which preclude using "any 
assessment instrument, method or procedure to exclude any person from 
admission to a community c liege." 

Title 5 § 56232 ff: EOP&S 

Title 5 regulations provide for priorit; registration for EOP&S students. 

Title 5 § 58100-58110 

Title 5 § 58106 identifies factors that justify limiting enrollment. These 
include: prerequisites, health and safety considerations, facility limitations, 
faculty workload, availability of faculty, funding limitations, constraints of 
regional planning and statutory or contractual requirements. 

Title 5 § 58108 regulations permit enrollment priorities based on "special 
registration assistance" for disabled and disadvantaged to provide equal 
educational opportunity, and a priority system for student enrollment that is 
established pursuant to legal authority of the local board of trustees. 

Title 5 regulations prohibit establishing enrollment priorities by restricting 
enrollment to "specialized clientele," applying prerequisite activities in a 
nonuniform manner and using nonacademic requisites. 





Local boards may adopt enrollment priorities. Criteria for local board approved 
enrollment priorities include: 

a. Meeting valid skill and/or course prerequisites 

b. Affirmative action 

c. First come, first served 

d. Use of a lottery to govern order of registration 

e. Preference to continuing students 

f. Preference for students needing basic skills 

g. Preference for those who have fewer than two years of college credit and are 
pursuing transfer or occupational objectives 

h. Preference for district residents in impacted programs 



ENROLLMENT GROWTH MANAGEMENT 
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ENROLLMENT GROWTH MANAGEMENT 
MAINTAINING THE INSTITUTIONAL MISSION AND GOALS 
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ENROLLMENT GROWTH MANAGEMENT 
ACCESS AND DIVERSITY 
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ENROLLMENT GROWTH MANAGEMENT 
RECRUITMENT AND MARKETING 
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ENROLLMENT GROWTH MANAGEMENT - SCHEDULING 
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ENROLLMENT GROWTH MANAGEMENT FOR CONTINUING STUDENTS 









ll gg 

Hi 

!w§ 

lil 

ici 

Ifi 

lii 

mi 

D 

Mi 



;- ; >V 

l 

*jgp 

;< 2 f> 

§g 

lat 

m 

Hi 



ML 

:i:. K 









:-v.; 



Ill 



M 

s 



bfi 





a 

a s 

a) m 

* 1 

g *3 

2 2 

0) to 

CO 

T3 § 

is 



3 
♦ ^ 

« 
• ^ 

.S3 

« 

a) 



© 



« g 

^ i 
2 8 
gg 

48 8 



a § 

o « 
u ^ 
- T3 

ce S 
S ® 



o fl 
u o 
ft bfi 




CO 

CO 

a 

& 

o 

u 

rQ ft 



§ 



ou m 

u fl SP o 

S-3 c a 
3 § > >* 
« 3 .2 -3 

§ g-g a 

O 8 cs -43 



ft a 



fl 
4) 

g'S 

*4J £ 

ts « 

-2 a 
T8 ° 

* J? 

cj *S 

03 ft 
ft fl 

U fl "3 
fl 3 

© o 2 
t. o fl 
■3 o © 

co fl u 




GO 

oo 



03 



u 

<2 

00 
00 
03 

u 

1 

1 

fl 

9 

© 

a . 

« a 

t? o 
oo 

03 

fl a 
IL 03 

cr a 

2 * 
ft 03 



2 

>p4 

a 

fl 

03 

a 

»— « 

o 

fl 



CO 



o 

ERIC 



21 



Repeatability Monitor repeatability controls; reduce Are current repeatability regulations 

exceptions appropriate, in keeping with Ed. Code 

requirements and creating open 
enrollment opportunities? 
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ENROLLMENT GROWTH MANAGEMENT 
MAXIMIZING CURRENT RESOURCES 
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APPENDIX 



ENROLLMENT MANAGEMENT: OUR PROCESS 
AT NAPA VALLEY COLLEGE 



Presented by 

Dr. Diane Carey, President 
Dr. Ed. Shenk, Dean, Student Services 



ENROLLMENT MANAGEMENT WORKSHOP 
Hyatt Regency, Burlingame 
March 31, 1992 
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ENROLLMENT MANAGEMENT TEAM 



Dr. Diane Carey, Vice-President, Instruction, Co-Chair 

Dr. Ed Sbenlc, Dean Student Services, Co-Chair 

Dr. Chuck Ely, Vice-President, Business and Finance 

Delores Smith, Assistant Dean, Admissions and Records 

Dr. George Hagen, Lead Division Chair, (faculty) 

Glen Bell, Dean, Instructional Programs 
(responsible for schedule) 

Penny Jue, Research Analyst 

Susan Callahan, Credit Program Developer (responsible for schedule) 

Eusebio Joves, Director, Decision Support Services (responsible for 
Management information System) 

Dr. Tom Travis, Dean Community Education 
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Purpose and Goals of the 
Enrollment Management Team 
(AKA Tiger Team) 

Wh a t is the purpose of the Enrollment M»n» gem «nt T*»m7 

The purpose of the Enrollment Management Team is to develop a management information 
system, to manage enrollment growth of the college to minimize unfunded ADA and to 
maximize college resources to realize the mission of the 

Is the group a short-term ta«lc or on-going team? 

The group is an on-going team that will meet monthly to set ADA goals for Fall, Spring and 
Summer to study enrollment trends. 

What arc the important objectives and kev elements of the enrollm e nt management 
information system? 

1. Set the ADA/FTUS target each year for Summer, Fall and Spring. 

2. Recommend goals and priorities of instructional offering* ymj student services needed 
to obtain enrollment goals. 

3. Manage the number of sections needed to meet but not exceed the ADA/FTE target 

for the year. 6 

4. Develop a system for Division Chairs to track the relation between: 

a. sections 

b. ADA/FTES 

c. WSCH/FTE - class size 

d. cost of part-time frculty 

e. load 

This system should be developed with Division Chairs so they "own" it, use it and 
understand it 

5. Develop a load report that incorporates accurate ADA/FTES, WSCH/FTE, cost and 
meets state requirements. 

b. Study the information in the President's load study and the college's load study; make 

reco mmend ations about eliminating duplication and ensuring consistency between the 
two reports* 
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Develop a projection simulation capability so that the relation between tlte number of 
sections, class size and increasing productivity can be understood and projected. 

Study current room utilization patterns to ensure that rooms are scheduled to full 
capacity to help the college qualify for additional facilities monies from the state and 
operate at maximum efficiency 



Develo p hist orical trend information to track our progress in ADA/FTES, 
WSCH/FTE and load and other relevant information. 

Include non-credit as well as credit information in the system. 

Develop better budget projections related to ADA/FTES, number of sections. Break 
part-time hourly costs down by division. 

Develop a timeline for issuing enrollment reports to: 

a. 3oard of Trustees 

b. State 

c. Scheduling Office 

d. Community Services Office 

Meet all requirements of State 320 Report, including ADA/FTES generated in leased 
facilities. 

Develop a system to manage enrollment goals through student services, e.g. 
admission, priority registration, advertising, matriculation requirements. 

Develop an educa t io n al package to share enrollment and ADA/FTES information with 
the college so that it is easily understood by the Board, faculty, division chairs and 
the rest of die community. 

Develop definitions of academic courses non-credit courses, vocational courses, low 
cost courses, high cost of courses, first year courses, second year courses, as it 
relates to missi o n , section, size and importance. 

Coordinate information needs with Title III MIS efforts. 
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ENROLLMENT MANAGEMENT: OUR PROCESS 



Set an overall goal: Manage the number of sections and servi ces 

needed to meet but not exceed ADA/FTES 
target far the year. Target set by Enrollment 
Management Team. 



FOCUS: THE CREDIT PROGRAM 



Goal: Plan the number of instructional hours to meet ADA/FTES goal 

and where to use those hours most effectively 

Methods: Provide division chairs i n Credit Program with good historical 

data for th#> tchedule-building process, including: 

• Enrollment trends (by course) for the last six semesters; 
includes number of sections and total enrollments 

• Classes canceled for low enrollment previous semester 

• Classes with long waiting lists for previous semester 

• High demand courses which closed early in registration process 

• Worksheet to keep track of the hours added/deleted over the 
previous semester 

Facilitate timely ranwjarion of low enrollment classes 

• Identify, prior to first day of semester, classes which may need 
to be wheeled for low enroilmeat; meet with chairs 

• Follow through to ensure courses canceled when necessary 

Cut back Summer credit program to preserve integrity of 
full-year program (courses for progr am sequences, etc.) 

• Cut bock courses in physical educatioofocreation 

• Cut back on avocanonal courses to protect transfer and 
vocational areas 

Move some credit climt to (Vintract Rdncatinn (e.g.. 

Fish and Game) 
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FOCUS: THE NON-CREDIT PROGRAM 



Goal: Use the non-credit program to provide flexibility in meeting 

target goal 

Methods: Adjust non-credit program to save hours to be used for credit 

classes nr add hours in non-credit to meet target goal, as necessitated 

by figures 

* Cut back the number of scheduled non-credit hours 

* Reduce length of Fall non-credit term to end prior to Thanks- 
giving, trimming characteristically poor attendance period 

• Move some credit courses to non-credit program, e.g., short- 
term Computer Science courses 

• Add noncredit hours on short notice in Spring, if necessary to 
meet target goals 



FOCUS: STUDENT SERVICES 

Goal: Develop a system to manage enrollment through student 

services, e.g., admission, priority registration, advertising, 
matriculation requirements » 

Methods: Work with Student Services Council and Matriculation Steering 

Committee to set priorities and registration timelines. 

• Adjust registration hours to shorten walk-in periods and add 
more mail-in time 

• Set priorities for matriculated student 

• Maintain priority enrollment for EOPS and DSPS 

• Curtail advertising during peak times and no advertising during 
late registration 



FOCUS: COLLEGE MISSION 

Goal: Continue to work towards closer match between the goals and 

mission of the college and the priorities established by our 
enrollment management processes 

Methods: Minimize avocational courses to protect transfer and 

vocational gag in line with set Priorities 

• Add courses in areas such as ESL, English composition, 
math to meet the mission of the college 

55 
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RESULTS/SUCCESSES 



Good decisions made on best classes to schedule to meet student demand 

Class size increased; WSCH/FTE increased dramatically 

Savings of between $200,000 - $600,000 per year realized from increased 
productivity (range reflects difference between cost of hiring part-time versus 
full-time instructors) 

Fewer cancelations, ^suiting in fewer disappointed students and reduction in early 
semester chaos 

Good acceptance of process by division chairpersons 
Improved management by division chairpersons of their schedules and faculty 
Improved articulation of college mission and its match to course offerings 
Improved projection of FTES 

Late enrollment minimized through earlier registration period 

Courses a d ded in impacted areas, serving students while improving productivity 



PROBLEMS/AREAS FOR IMPROVEMENT 



Quarterly reporting of FTES figures makes early prediction process difficult 

Actual FTES figures not available in tune for early Spring schedule planning 

Fluctuation of FTES prediction figures, due to roster collection, positive hour 
estimates, etc., makes it difficult to plan Spring schedule, in particular 

Further education of faculty and campus community on the need for enrollment 
management and its goals 

More feed b ack to campus community on results of enrollment management 

Need for better methods to add sections in impacted areas once semester has begun 
to minimize loss of stude nt s due to unavailability of courses 

Waiting lists procedures which keep track of interested students, while 
giving students realistic expectations about chances of getting into class 

Examine carefully a target goal of "no unfunded ADA/FTES;" we found it's 
better to be a little over than under 

Examine the role of Student Services Programs in implementing plan, e.g., 
Financial Aid packaging priorities 



56 



35 



BEST COPY AVAILABLE 



